In recent years, however, the comfortable accommodations between organizations seeking stable workforces and individuals seeking secure careers have been disrupted by massive restructuring, downsizing, outsourcing; flexible forms of organization, rapid growth of new technology, obsolescent occupations, and shifting occupational boundaries (Inkson, 1997) . The new 'mobile' careers are interorganizational and, to an extent, inter-occupational: Kanter (1989) characterises a third career form as 'entrepreneurial', with a logic of career development through the growth of organizational and personal value. In 'boundaryless careers' (Arthur & Rousseau, 1996) , individuals' careers take them across organizational boundaries, and career assets are acquired and developed through cumulative learning across organizations.
The change reflects a shift from long-term to short-term commitment, from noncontingent to contingent rewards, from company ownership to individual ownership of the career, and from permanent mutual loyalty to temporary opportunistic alliance (Arthur, Claman, & De Fillippi, 1995) . Career progress comes not from intracompany hierarchical advancement, but from inter-company self-development.
For HR managers, the most obvious result of the change is the problem of 'labour turnover'. How (Miles & Snow, 1984) . The traditional means of competitive advantage-economic, strategic, and technological-were no longer sufficient. Organizational capability to change and adapt was proffered as a source of competitive advantage (Ulrich, 1987) . In focusing on better deployment of human resources to create organizational capability, Ulrich (1987) signalled the elaboration of the Harvard framework of HRM (Beer, Spector, Lawrence, Quinn & Mills, 1985) to emphasize competency-based behaviour.
. The emphasis is evident in the resource-based view of the firm. Attention moved from the properties of the industry environment (e.g. Porter, 1985) to the internal resources of the firm (Wright, McMahan, & Williams, 1994) . Human capital was recognized as a key asset for investment and development (Beer et al., 1985; Boxall, 1994) . In the resource-based view, competitive advantage is facilitated through the development of firm-specific competencies within the repository of the company's HRM system (Lado & Wilson, 1994) .
Descriptions of competencies 'remain consistent on two themes: (a) the source of competencies is always internal to the firm, and (b) competency is produced by the way a firm utilises its internal skills and resources, relative to the competition' (Reed & DeFillippi, 1990: 89) . It is these assumptions which we now question.
The resource-based view claims that because the company competencies on which strategies are based are assembled from the motivations, knowledge, skills, and networks of individual employees, HRM (as a philosophy, though not necessarily as a discrete function) must have a primary influence within an organization's strategic framework (Boxall, 1994; Schuler & Jackson, 1987; Wright et al., 1994 (Barney, 78 to develop the human capital to behave in ways congruent with firm goals, the essence of &dquo;strategic&dquo; human resource management' (Wright et al., 1994: 319 (Lado & Wilson, 1994: 699) . This suggests that the responsibility for the individual's career development lies with the organization. Thus, it is possible for the organization to sustain competitive advantage through the long-term accumulation and development of human capital in 'corporate careers'.
The variances between the ideals and the realities of careers propose a central challenge. Careers may be viewed from the perspective of either the organization or the employee (Gunz, 1989) . From an employee's perspective, he or she is not a resource for the achievement of organizational goals, but an autonomous actor striving to reach personal goals. From this perspective, organizations are resources for people. Thus, career actors reverse the assumptions on which much HRM thinking is grounded. They recognize the career advantages that accrue from mobility and versatility, and engage in inter-company 'boundaryless careers' (Arthur & Rousseau, 1996) . In so doing, they create the labour turnover problems of which HR managers complain.
Career mobility is facilitated by moves to more flexible organizational forms. In the search for new ways of working, the traditional boundaries of hierarchy, function and geography disappear, and restructuring, alliance building and flexibility result in the development of 'corporations without boundaries' (Hirschom & Gilmore, 1992: 104). The blurring of boundaries is apparent in the new world labour market (Johnston, 1991) ; in workforce flexibility (Parker & Hall, 1993) , and in new structures of work (Bridges, 1994 (Heckscher, 1995) . Cross-functional teams demand reconfiguration of roles as new groups form and disband around project work.
Employees' aspirations are also changing. Increasingly, the focus for most members of the workforce is not on employment security but on potential employability (Kanter, 1989; Waterman, Waterman & Collard, 1994 (Inkson, 1997) . Traditional maps for career paths no longer describe reality. Career ladders are disappearing (Inkson & Coe, 1993) . Instead, alternative metaphors such as 'hopping from job to job' (Kanter, 1989: 299) or 'climbing on a jungle gym' (Gunz, 1989) (Arthur & Rousseau, 1996 The 'disloyalty syndrome' may be treated by a new platform of employment relationships grounded in communal interests and short-term project arrangements. These retain the basis of employment close to prevailing external market mechanisms for peoples' security and mobility. Accordingly, managers are encouraged to engage through different forms of employment contracting by rebalancing traditional relational assumptions with more realistic 'transactional' ones (Rousseau, 1995) , and internalizing a 'new paradigm' set of employment principles which reverse traditional loyalty-based assumptions (Arthur, Claman & DeFillippi, 1995) .
In this context, the manager ceases to be an agent of bureaucratic control and instead becomes a career coach (Heckscher, 1995; Bartlett & Ghoshal, 1995 (Stewart, 1996) 
